5/21/20 - Episode #14
Leading Your Team in the New Normal
Engage, Retain and Grow Your Employees
(with Special Guest - Ben Baker)

[Allison]
For the last 25 years Ben Baker has worked with people to tell their story, both inside and outside of their organization. For nearly 13 years, he’s been the founder and president of Your Brand Marketing.  

Ben is also a keynote speaker and the creator of the #DevelopingTheLeaderInYOU hybrid workshop series. Focusing on brand, leadership, internal communications and employee engagement strategies. 

He’s also an author, and the host of the IHEART, Spotify and iTunes syndicated podcast, YourLIVINGBrand.live. 

Ben Baker, welcome to MFG OutLoud!

We’re so glad you’re here.

[Allison]
Ben and I met through Linkedin. The reason that I like to give a shout out to them is that I have been an active user and fan since before it was cool to be on LinkedIn, I think like 15 years. It's been a gift for me for my business. That's how I met Ray and now you and I think our affinity for healthy culture inside a company and how that affects the outside with marketing (along with the Universe) brought us together.

For all the trailblazers listening we’re gonna play in your sandbox and uncover some insights into leading your team in the new normal.

Ben, I know that you're a big believer and I agree with you that marketing isn't just happening outside your company it's also got to be happening inside. Your employees have to buy into and believe in your culture and your WHY and are all there working together instead of silo’d. (which we’ll cover in another episode)

You also enlightened me on the cost of replacing an employee...the average cost being around $100,000. So, again this is such a critical time to, instead of furloughing half your sales team, would it be better to repurpose them until you can bring them back full time?! 

[Ben]
Thanks for that!

You're right. Every employee you lose costs you about $100,000 to replace.

It’s all the costs people don’t see. It’s the frustration in the office when five people are now doing the work of 6. Things are being missed in the office, customers are leaving, employees are taking customers with them all sorts of things that can be brought into that and we need to take a look at it and if they're not happy...it erodes your brand. 

Your brand is only as valuable as your unhappiest employee on their worst day and it's something that people need to understand. Unless the people in the company believe in what you do, why you exist, advocate for what you do and want to be part of being the ones that move this company forward, they’re a hindrance. Not a help. 

Why you exist. It's up to leaders to communicate this. When I’m talking Senior Management I'm talking about people at all levels from front-line managers and directors VP's, senior VP's all the way up.

You manage processes and lead people...that's a big part of what we do. 

[Allison] Don't you feel like it’s so important to not just lead, but train others? To be leaders as well. 

[Ben]
Absolutely, the biggest problem a lot of companies have is they don’t train people to lead. If they train somebody to lead at all...until they get to senior management. 

It’s the Peter Principal. For those of you who are unfamiliar with this, you’re promoted to your level of incompetence. 

So you have a whole lot of people who are really good tacticians. They're really good at doing a task. They excel at it. Then you get them to manage somebody or a team. The problem is they may not know how to train people, motivate people, inspire people, coach people. Instill that knowledge in the Next Generation.

The problem is, all of a sudden we're not giving people those skills that they need until they’re Vice Presidents, there’s a lot of chaos and havoc that’s happening in the lower ranks.

But if we sit there and say, let's give everybody a chance to lead a meeting, lead a project, whatever, and give them the abilities to sit there and take these two or three people and say you’re in charge and take responsibility for the outcome. Then debrief. Figure out what didn't go well, what could we have done better or what were the challenges you could have handled differently and where did you need input from other people that you never got. Then give them the insight to understand how to get better.

[Allison]
Robin Sharma has a fantastic saying: make every employee the CEO of their own SBU. Make every employee the Chief Executive of their own Small Business Unit.

When you’re a leader or owner of something, you act entirely different than if you're a follower.

[Ben]
Absolutely, and as we become more of a diversified workforce as we have more of a hybrid workforce, as some people go back to the office and some don’t, the way to keep everyone engaged is to make them leaders.

They may be leading something that’s small and they’re going to have to level up, but they're learning through the whole process and they’re taking ownership and pride. This means they’re going to do it better and then ask how can I make this more effective and what can I do to make sure the division and the company as a whole does better.

It’s all about giving people pride in the company. That comes from a sense of ownership.

[Ray]
 Let me ask you something. Regardless of the circumstances, as we’re in the midst of the Covid pandemic right now, are all foundational elements of world class leadership. 

You know I hear those things and wish that earlier in my career I’d learned some of these things. I’ve certainly had my own Peter Principal moments and own it. And, Allison and I have talked about this, COVID is forcing a level of change upon us because of the duration and the severity of the situation, we’re in a sprint right now and we need to transition. 

What are your thoughts on that leadership model that you just explained. How does that impact our company culture? Is that model gonna work differently now?


[Ben]
First of all, we’re in a watershed moment. Everybody has to understand that. What worked in the past is not how we’re going to be doing things moving forward. Every company has to evaluate where they are and where they’re going. It’s absolutely critical. 

Leadership is about people. It always has been. It’s about being able to communicate effectively. Give people a sense of purpose. How they have a role in the future success of the company. 

Management style, leadership ability, communications, purpose, culture...it’s across the board. 

Leadership becomes more and more important as we go forward because it's giving people, especially people coming back to the office...they're scared, they don't know if their job is secure, they don't know where the company is going. Is the company going to be around in a year? All sorts of things are coming to fruition. 

Is a major customer going to go under and therefore drag them down with it? Good leadership is thinking about all these things. How do we effectively communicate where we’ve been, where we are, and where we're going.

I've been having conversation after conversation about the need to re-onboard every single employee. Because there have been many big changes and more small changes. And some of those changes are actually fundamental. 

We need to understand not what’s changed, but WHY it’s changed.  

And how it's going to affect our future, because that's how we get buy it from employees. How we get buy in is because people understand why things have changed and how that’s going to make their life better. 

And when they can internalize that and they can believe in that and see a path forward and a light at the end of the tunnel they’re gonna sprint-run towards it. Because they see the success and how they're a part of it. When people are kept in the dark and they don’t know whether the company is going to survive they’re gonna start looking around to see who is being successful. I’m quitting and I’m gonna go there. 

There’s gonna be a lot of companies who, if they can’t communicate effectively with employees, if they can't show them a clear path we made this mistake we're trying to experiment but what they can’t accept is leadership in a vacuum.

[Ray]
One of the things you talk about in some of your writings and in some of your podcasts is that story of 2020 that’s being written, kind of, as we speak. It occurred to me how powerful that re-onboarding moment is. It’s one of those watershed moments in and of  itself. For the sufficiently self-aware leader who says, “Man, I wasn't doing it as well as I should have before.”  

In a stable environment if you come in and say, “Today it’s going to be different I'm going to be empathetic and transparent.” People are gonna go, “Yeah, right.” They’re gonna say, “Yeah, this is the management technique du jour.”

Invite everybody in and draw them into the solutions. This is a once-in-a-career moment for managers and leaders. I’d love to hear more of your thoughts on this. 

[Ben]
There has to be some vulnerability for leadership. Because none of us knows everything. None of us saw what was coming. Nobody could see what was going to happen over the last 90 days. It's just something that we were completely unprepared for. 

Whether it's taking 10 employees home or 10,000 employees. No one’s done that. The last economic downturn in 2008 and most people in leadership positions now were in high school or university then. They’ve never had to lay people off or build systems overnight.

I’ve heard of companies with 90,000 people where they had to create a new teams environment for their staff in three days. These are unheard of times. And mistakes were made. Every single company made mistakes. 

But they made them with the best intentions. They said, “Look, we’ve got to take care of our people, we’ve got to take care of our customers, we’ve got to take care of things  and we’re going to do this. Because we don’t know any better at this time and we need to make a decision so we went. Sometimes they got it right. Sometimes they didn’t.

But, it’s the leaders who admit making mistakes and know they’ll continue to make mistakes and we’re gonna make it based on what we believe is in the best interest of the people in this company and the people we serve. 

And if we focus all of our attention on those two groups of people and hopefully vendors as well, and look at what happened and and go ok, we're doing this with best intentions and ask what happened. Something happened, something went wrong, okay let's scrum huddle the organization and sit there and say what happened how do we fix this where we go from here. And put the fingers back in your jeans pocket, don’t point them at people.

And just say you know what these things are going to happen because we don’t have perfect knowledge. Not even Google has perfect knowledge on this position.

So, we need to give ourselves a break and bring someone in with expertise. Have conversations with your staff and ask what you are hearing...with customers, with friends, within the industry. 

The more inclusive we can be the better. We don’t have to take every single suggestion and make it law. As Leaders if we listen to them and we listen to them critically and say you know that’s not a bad idea. But what if we did this. And be able to augment the information. Take it together and amalgamate it and I think we're going to be better leaders because of that. 

Our teams are going to appreciate it because we didn't try to make decisions from on high, without any input, without listening, without understanding, without valuing people... if we do that we're making ourselves tone deaf to our people internally and externally and we're going to become a commodity.

But if we amalgamate our people and talk to our clients and ask “what do you think?” And then take all that information and make the best move based on all that information, we’re probably gonna do much better. 

[Allison]
I couldn't agree more!

And one thing I was thinking about that I really wanted to ask your thoughts on... what do you think holds companies back from doing this kind of work?

[Ben]
You have two things: you have leaders at any level there are afraid to look stupid, let's call it what it is. You know people are afraid of change. They’re risk averse. They’re afraid of their own personal reputation. They're afraid of the brand reputation and they're afraid of looking weak. 

I think that now is the time to take those attitudes and throw them out the window. The other thing is that people are risk averse. They're terrified of change. They’re afraid of doing something that may fail. And even if it’s gonna fail, that’s a horrible thing.  

Today is the time we need to be experimenting. We’ve almost set the clock back to zero for every single company. We’re in a position where those who take calculated risks and are gonna try new and innovative things and are gonna try and be creative and move forward based on that are gonna come up with some pretty incredible things.

The people who are gonna try and go back to December 2019 and do things exactly the way they were are going to be left behind or left in the dust. That’s reality. Because the world is not going to accept the same old same old.

They’re gonna look to people that are looking at the situation differently, being innovative and creative because the situation has changed and are not tone deaf to the new realities.

[Allison]
We're getting close to wrap up time, but I had another question that was intriguing to me.

What do people get most out of the workshops that you do? I'm really curious. What are the patterns and the biggest feedback, comments, or results for people who have had you come in and do the workshops. 


[Ben]
Yeah, so you know it's not a one-and-done type thing...most of the things I do have ongoing six-month engagements where I'm meeting with people on a monthly basis after we created it to go over and say okay what's going on with you, let's figure this out.
People are going to try things and they may not work out and we adjust and that’s ok.

The biggest thing that people learn from working with me, the biggest aha moment, is communication. 

Understanding that we need to listen to, understand and value everybody within the company. We need to stop siloing companies and the focus needs to be on the customer. Let me say that again, the big focus needs to be on the customer. 

It's not about MY department. It's not about MY budget. It’s not about MY status within the company. 

It's about how does our company serve our customers better. 

And when you take the focus off the me versus you internally, my budget versus your budget, my territory versus your territory, and say, “how do we all work together to make a customer better then really amazing things happen! 

And it really comes down to effective communication and effective listening. 

[Allison]
I think that last part gets lost in the weeds sometimes. I think people claim to care, but I don't think they demonstrate that. I think we should save de-siloing for another episode. We could do an entire series on that. 

[Ben]
I would be up for that one! Absolutely!

I'm convinced silos within company's (15 people and above) cost companies about a million dollars a year and they don't even realize it. It’s staggering and that’s all bottomline money.

[Ray]
No question this could go on for a long time! Ben, I really appreciate you spending some time with us today. I’ve enjoyed talking to you and listening to your past podcasts and interviews. You’re that rare breed of consultant because you actually stick around and solve the problems you uncover.

That’s so important. I had a boss years ago who’d always ask “Are you a problem identifier or a problem solver?” What people need if you’re gonna drive long term change is for you to stick around and see them through it.

Sharing is caring. If you enjoyed what you heard today, we appreciate you joining us. 
We’d love for you to tell a friend. We’ve got more guests lined up.

We appreciate you hanging out with us. We see you and appreciate you. 

And, remember, keep manufacturing out loud! We need you! 
Take care everybody.

#MFGOutLoud
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